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12 November 19?9 


TO: All Recipients 

1 would greatly appreciate your caveats. 

I suggest : , 

1* That a senior planning and review board be established in ERA, 
directly subordinate to Chief, ERAj the panel to consist of tie Division 
Chiefs In ERA. 

a* Every member of the board would be responsible for reviewing 
before publication all the major products (including 
contributions to MB's, IP's and area wide projects, but 
excluding NIS's, CSM's and contributions to OCI publications } 
of all branches in ERA. The ?3oard would receive products 
directly fro® the branches and would subialt ttes with their 
group rcccisiaudation© to Chief, ERA. The board would not 
itself prepare coordinated reports from contributions, but 
at en early stage would discuss with the responsible branch 
the preparations of coordinated reports* The board would 
review the coordinated report before transmitting it to 
Chief, ERA. 

b» The board would consult with 0® concerning the terms of 

reference for HIHJ’s. The beared would, have the responsibility 
for preparing the outline for the ERA contributions to NIE's, 
and the tons of reference for all branches, calling on any 
analyst© or branches whom they need for assistance. 

e. Each division chief would continue to be responsible for 
those products of his division not reviewed by the panel as 
a whole. This would include NIS’s, which in most cases 
would be reviewed by the Deputy Division Chief. 

2* That the board cujitcsaarily call on the analyst-authors of 
papers to defend their product® in an oral review* The analysts would 
be supported in their defense by their branch chiefs, but the primary 
responsibility for defense should rest upon the analyst: The panel 

would have the authority to call on any analyst whesa they Judge could 
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• to & ftibstactivs evaluation of any prefect* 

3 - ; That the nm® panel develop aa KH4 research" program is broad 
establish gnfcfe posts for tine branches and review the 5>%©sareh ■ 
WQ&zsm ©ifeitted by the fea-aefes. 

Shaft the sses© paB&X act as the EBA prcratim pan©!; ' Weelving 
pr-^otiosn actio® te tte branches and maiding rec^B^adatioas <■ 

5-- Since the atoptim of these proposals rasld impose heavy tnsrfeas ' 
® *&viaic© Chiefs, • it would fe necessary to relieve them of 
of their present responsibilities . I reccmeaft that this be done by a . 
cc&ninattioa of a ® t the Divisions on some edMMetrative 

ate%e$..m (such routine mtter© as til sae, attendance, leaves);, and a 
transfer of eo&£L@te reape^muty for eoae- ether mbfeer© to the' Deputy 
MvlaiGn Chiefs (asad the AdMMstrative toeietaats) * 

6^ x reccmsnd tnat these changes be approached e^eristotally, by 
ftet iMtiatiag fctea for the pro^aratiosa of the next Soviet and Chinese 
Ill’s * 

Eg||gf;t Jje§fog d 

1« Generally, the Bivlsim Chiefs hot- review only the profee to of 
these branches directly under thssi. 

*^ a cas ® B individual analyst* or a branch, is responsible 
leaf whe coordination of paper©* The effective ro^nsibmty for choosing 
aat rejecting what is cmtribnted by. other branches often' rests vqp®&'m. 
IMlvlfeal analyst. 

. $* &fk is&goftlaftes with DIB on- the’ tens of rste« for Mil*©; sad 
the terms of reffew.te the ecntributiag branched. 

>* te 'is ow established on CM! ^em&clmi panel. Xt include© same 
■uu p3©pxe who would be «$& the proposed senior review pfeel* 

iklro^a^ea 

1* advantages of the pratedore© hare propped' .are. that they 
tsonld improve KBA*© research profeet; eliminate duplication -of off cert; 

®si raise the- j&oral© of 12f?A personnel • 1 ’ 

a o would jus^irove' BltA's research prefect because they would : 

a.) Xkiprov# ccsisuhicatiQ*^ between the indlvidtials £U3.d groups 
within IlRA, ©£& provide a mean© for effectively' 
eoordi^bing. their efforts* Xt would im effect refees 
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aaalsrstss would (supported by their branch chiefs) fa»iv 
directly to all the division chiefs, who wold be acting 
m direct substantive representatives of Chief, ERA. (in 
s<hgs oases Chief, Eeomrasie Research Area would undoubtedly 
sit on. the panel). 

2) Erovide a high level, competent group, familiar with all 
the products and all the resources of EM. This group 
would be in a position to effectively direct all the 
resources of ERA toward the aehiewesaent of our goals . 
Because of its contact with all ERA personnel the group/ 
would be in a position to call on individual® in the 
estafolishasmt or modification of goals. The panel would 
consider not only whether or not our products were correct, 
but also, whether they are worth while . 

3) Provide a group which could eenaaieate effectively with 
the ORK panel of consultants. % their kwi-mi wigo of the 
contribution to papers, the senior review panel would be 
in a position to debate the published versions. 

b. Xt would improve the morale of ESA personnel because it would: 

1) Erovife the analysts with a high level group - ready to 
debate with the® the cc«troveraial aspects of their 
products. This would increase the analysis* sense of 
responsibility far their work, ana their feeling of woath 
*11® accesplisSEasat. 

2) Provide a high-level group, which, having reed the 
substantive product of all analysts and discussed the 
products with the analyst®, would be in a position to 
evaluate personnel capabilities and sal-® Judgmaents dm 

prsaotiesas. 

KLacussioa 

The above proposal is drived fvtm sy mm experience, and from %• 
dieeuasieass with various persons in EM. Ths suggestion i® primarily 
aissd at. is®rsvi^ esssamicatioa and coordination within the ERA, and 
beteeen WA and other . It is wy bells? that tha 

deeiMoa© as t&.wfoat problem should be attacked with ESA's resources, 
and hm the total product of EM analysts should b© combined, and 
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coDdmed into finished, products are me iiaportaat that they are best 
entrusted to a high level group. Ecrover, no {group iiill bo in a 
position to mke t hsm decisions unless the ms&fltartf of tbs $roup are 
ttafougfely fasdliar with all the resources and product® of EM 
There is an obvious danger that any Multi-parsoai review boagd 
could become a ®ajor bcttle-»nock in an intelligence product ion process. 
Thifr is of course no t gy intestlm, and I do not believe that a$r 
suggestion would necessarily lead to such a situation. I have not 
specified the internal organisation of the panel* Howver organised 
internally^ I btft&iye a major consideration should be to give tha 
YS""" e hairaa sa sufficient authority to insure that the panel would not beeoaae 

a bottle-, seek. Ia this ecmeeticm It should be essphaeized that I cm 
not proposing on additional level ©f review to those now eslatli^. I 
bellev® aa additional level ©f review would be tnost unwise. Therefore, 
it is essential to the working «*f sy suggestion that all division chiefs 
receive all contributions at the ass® time, i.e., that the chief of the 
producing division not receive contributions froa his division and 
review the® before the other panel ascafoers receive these. I think it 
essential that on© division chief act; be in the pasitiesa of defending 
.the prefects of his division before tb© other division chiefs. Every 
effort must oe £3®de t»© insure that the panel decisions b© as objective 
a© possible, bat a process whereby each division chief would present 
and defend the prefects of Ms division, as his responsibility, could 
conceivably interfere with an objective evaluation. 

Sine® s^r suggestion Involves relieving the division Ch ief s of wany 
©f their current responsibilities for their divisions (in order to allow 
thm sufficient ti®8 to attend <sa the proposed m duties), and also 
relieve© the division chiefs ©f individual responsibility far 
products of their divisions which are to be reviewed by the board. It 
i® obvious that I asa suggssting that to bobs extent they cease to be 
division chiefs. 

If all. adainistmtive functions were handled by the branches 
directly with St/A and other staffs, and if all substantive pr oduc t© 
went directly fresi the branches to the review panel (or to «»o«-.h » r 
review penal directly under Chief, ERA - as sight be done for HIS ’a), 
then there would b® no need for the present division . 

• ’ ’* ' . ■ • • ' is- : ■ , 
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Although i envision this as probably a, logical devalopscant, I do not 
propose a revolutionary elWnatica of the present division or ganizations 
1 propose x’&tter sn ©speriasental or evolutionary approach to the possible 
"withering sbbjt'’ of the divisions. 
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